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♦ . - Major benefits are to be derived from the 
establishment of a middle echelon agency functioning as a linJc 
between the state department of educatibn and local school districts. 
Such an intermediate unit .is the ideal agency^ not only to provide 
services in high cost, low pupil incidence areas, but also to be the 
needed change agent for education. .It is locally based so that it can 
assess and meet the needs of individual students, but it is also far 
enough away^ from the constraints faced by school districts to foresee 
the need f<a: change and to inplemoiit that change. It should and can 
^^^y«^_locai personnel at all levels — planning, implementation and 
ey^uati<3a ~ for it is impossible to be an effective change agent 
without careful planning and development. This service unit can also 
conduct workshops in the application of new planning technologies; 
support the development of computerized management infprmation 
systems; assess educational needs at the regional and state levels- 
coor^nate local and state planning efforts; and identify and utilize 
all fimdxng sources applicable to educationa 
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Br the S^tottber 196T report entitled *^Ehe Hati-County Itegional SdtucatibDal 
Service Agency in leva,** Di^ £• Robert Stephens, discussed the major benefits to be 
derived from an^ Xnter^iiediate Dhit, Regional Educational Service Agency, Educational 
Resource Center or vnatever came you vlsh to call a oid^e. echelon agency fUnctipndng 
as a Aitik between the State Departnent of Public Instruction and the local schocl; dis«» 
tricts^ and providipg needed services :?or those local sc^^ He outlined 

1 13 jwtjor bcneftts ce^ 

1. Protect ,and promote iooea contxt>l and local d^teradination in public education. : ^ 
2* B^Mlize and extend, e^ I> ^ - 

3* Assuz^e eronondcal and eff^^ opeuration of many educational programs. 
Baproye 

: - % Provide a jie€ded ;d^ - 

6« BnomDte -Uie 2re:^tucturing of school government consd^ent with developoients in the 

^^/^^^^^ 

T* Ijqprove the coordination of locals regional and statewide l^catipni^ planning. 

Ibday X want to focus on the outl-'ned ma jor bendUt llomber Needed 
XSiange Agent in Education. Let me qji e directly from Dr. Stephen's report. "A state 
school s^tem is in need of a unit which is free from the inhibiting restrictions which 
accoq^Nany an or^atnizisttion with narrow focus,a unit w|iid^ is free from the inadequacies 
. of finance, personn^, and tiii^ and free from the encoidbrances of custom which impede 
?21waovative effbrt.r^ ^^^^^^^^^^ ^^^^ ^^^> ^^^^ ^ 

"So, toc> is education in desperate need of a structured, systenattc vrfiicle to 
^implement ^nge. This will require amon^ other things a planned means whezreby an 
^organizational unit in the state system of education is in both a strategic position 
Q and is capable of assessing and evaluating develoioaents in all sectors of society and 



at-the satne time is flexible enough^^^^^^ chsS(leem Local 

school district officials, by the very nature of the organi:^*atioft thty tfctainister, imst 
devote a disproportionate amount of time and energy to maiLntaining the organization. 
A state education agenpy tends to be similarly re;>tricted« It appears that the Inter- 
mediate Unit has the necessary organizational features to play a significant role in 
promoting chanre ija the state system of education." 

Sr* Stephenis goes on to aiscuss the elements in an educational institution which 
tend to inhibit change. He Ir eludes traditionalism^ accepting the status quo^ edu* 
caticmal bureaucracy^ insufficient financial rescmrces^ insufficient number of giiality 
per^nnel^ insufficient time, and commoni'^ apatl:^ or resistance. We aU realize that 
ve camiot guarcmtee that an^ Ih^ can overcome these elements and serve 

as a deeded change agent but once ag^^ia quoting frcm Dr, Stephsns, "however, it appears 
that the structural prsanizatidn of these units as envisioned in this report car do 
much to minimize wbdjt of the elements vblcb are 1cm)vn to inhibit diange. " 

Ist me enphasize that the Ihtenpediate Unit is in a strategic position to help 
bring about change but it can also be susceptible to many of the same elements that 
inhibit change in a local school district. rr> however, ve guard against traditionalism, 
bureaucracy, et cetera, the Intermediate Units are capable of assessing ^d evaluating 
developments, they are flexible enough to idapt to change as it is needed, and certaix^ 
th^ jusuallyrdonH have as mu<^ compsunity pressur group resistance as a local sc1kk>1 
district does.: /^ ^^ z;^ : : - - ^ ^ ^ ' 



As Ihtermedlate Units develop^ they are regional in scope and hopefully, have as 
a major purpose tte provision of services as needed for the children of the local 
sdbooi districts. As far as r^^gionalism is concerned; the trends in both private and 
public sector, e^^cially for planning aad development, are toward a re^onal basis. 
All of you can give many ^camples of the growth of regionalism. In mental health, 
social services, conservation, flood control, metropolitan planning, highway in^reve- 
ment and on and on. An Inteniediate Uxiit is in step with the times>^ then, as most of 
them, are rejgional in basis, larger t^^ the population and geographic base of a local 
schboi district, but ma^ 

Vmetaer president John P. Kennedy stc* is the law of life and those who 

look only to the past are certain to miss the future. " An Intermediate Unit must be 
led and staff ed by personnel >*io are willing to look toward the lUture. Acting as a 
hange agent isn't always easy. As John^V^^ Gardner said, ^ew ways threaten the old, 
^d those who are wedded to the old may prove highly intolerant, uxr affection is 
generally reserved for innovators long dead. ''^ As innovators in lAie Intermediate Unit 
try to bring about needed change, they may find that hostility and resistance is their 
reward insteact of affection. ^'Nevertheless, change does take place in education. 5b 
illustrate Ist me^^^re^^ 

promise to take a Htal interert in all p^ work, 
donatinjg of my time, service, and money without stint for the uplift and bene- 
ftt^f the coiomui^^ ^ / : ^ - ^ _ : - ^ 

I promise to abstain from aU dancipg, iminDdest dressi^ and any other 
eosattct unbecomingjft teadier and 
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I ' fe^e not to go oat yi^ BT^ ^:^^^^ 

^: necessary to stiimxlate my Suriay School work. _ 

I ^se not -to love, to be«>me engaged, or secretly married, 

'J\ ^tpronds^rK>t to encourage or^ t^ 

ot^vay boy pupils. 

of sthe sc^ai)oard and the tovnspeo 



«t„r5-:es. disseminating results of the foregoing, provxoing suppo ^^vidinff 



field 

tixfe services 




inservice education for lo^l 3^;^^^ tt'-^ 

4 ' research and development, planning and coordinatang efforts. ^ 

1 tel te-a t the local cttstrtct level. The "Sjert^B-^. IK. times 

1 constantly to.local a<*«'K"|?*1„rSr?o.5^? dfSScte^^e to affirt .the 

I ve have tried to gve *«P^i°°^"^^^^S^3Ucis.fl.i. Ibe motivation of 

-gStSsfrs^srrvS^^JI^'SSems^^^^^^ 

' " laiange.;:::^ : i'^x ^i ^ V:^:^^ i -J ^ . ^ - - - : / > ; : 

I^inkthet^termediate^nx^^M^^^^ 

---^^ school district, 

" .fore/ Inte«nediate Urdts should M ^- ^tandardi^^^^^ «g ^« 

iSteriaediate Unit mst meet, th^ needs of the region it is serving, an 



^Ifterefo^^^ 
alike. 



^ m more - 



many of^the cases these needs will vary within the region* Each Intermediate Unit, 
is likely to have school districts with varying cultural, social and attitudinal inake- 
ups ahd^^heref ore, of .<^rse, y of the student populations. 

^ - ]totemediate tJnit personnel must remeciber that the instructional lUnction is the 
heart of public education* OSierefore, the majority of the efforts of the service unit 
should be supportive to local personnel in strengthening the instrgctional function. 
OMs^does riot mean that we need to ignore aduxnistrative functions. Certainly nan:,' of 
our local school districts need help in changing those lUnctions also. But administra- 
tive functions are important only as they are facilitative to the instructional function. 

One other warning— because of the regional nature of liitermediate Units, efforts 
nist be- directed to overccaihg the geographic and distance barriers in providing services 
to 3.ocal schools. Personnel of the Intemediate Unit, as I stated before,must constantly 
be accessible, fiecgraphic and distance barriers can be overcome by locating satellite 
offices throughout the districts, providing delivery systems to the local sdiool 
districts from the Intermediate Unit central office, housing personnel within the fac- 
daities of the local school districts, and always striving to improve a two-way 
coflmamication between iocai^ Unit district personnel. 

Because the Intermediate Unit personnel are not always subject to the same airiqunt 
and kind of pressures local aistricts receive from, parents, interested taxpayers, students, 
et ^etera, they often ere impatient in attermtihg to bring abput <^nge. Thou^ in 
today's world we expect rapid change, when you are vorkiBg on a specific project, some- 
times -diange seems to _come^ sl owl y. Ky only advice to the Intermediate Units in this 
case is the words ^ of a Chinese proverb, "Shren the journey 6f _ a thousand miles nust 
begin with one pace. Therefore, 'do not be disheartened. l?hen the ettempt to bring 
about a specific change seems to be a long journey, we mst stm take that first step. 
Arid tten another, and anot^ and another, until the 4db is complete • ^ ^ 

T^as is a state that has recognized the need f qr utilizing the Intermediate Unit 
as a change agent. They have also recognized that regional education is facilitated 
through research and developn:ei>t, planning and coordinative efforts. In setting up 
the Texas Regional Educational Service Centers, the l-ferch I967 law reads, "Tb provide 
educational services to school districts and to coordinate ^educatioml planning in the 
region.'* One of the functions of the Texas Regional Education Service Center is 
spelled out: "to coordinate and encourage development of projects funded under Title 

m of ESEA." ; • " ; ''^r:'- ; . ' .;' . 

Well, as we look at the national scene today, this may not seem apropbSi as money 
for any Title of ESEA is at best very tenuous* However, Title III of the Elementary 
and Secondary Education Act was designed to encouMge innovative and exemplary projects 
for the improvement of education. The Texas legislators evidently recognized that the 
Texas Regional Educational Service Centers should be designed to pilot innovative ideas. 

In that same Texas law, another function is pointed put: "to provide a local oriented 
base for regConal and statewide educational planning*" Once again> the Texas legis- 
lators recpgnized the need for t^e Intermediate Unit to have the capacity tp deal with 
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change. ' Kotice also that this function emphasizes a point I made earlier, that though 
Se Intermediate Unit Is^ regional , its services mast be loc&lJjr oriented. 

i don't know whether we have any Texas administrators, in-the audiende but^the 
vritten^eporS ^h^t I have seen indicate that the Regional Education Service Center 
SaSed in^965 at' Texas have developed since the foil of 19b7 into centers that both 
«r^^ide educational services and do coordinate educational planning in their region. 
JoL e! Sr^eSive Director of Region 19 Education Service Center^in^El Paso 
in^ir -oanel shared some of his developments with me recently at a meeting in 
Srin^tSd S^inSr JoL's R^^^^ Center Just recently moved . into a new ^uild- 
f ?f U P^so T^as I would like to quote from Dr. Ihcer's. newsletter^ called Sun- 
S?t ^iSough^s^^ and wishes of tl . State Department^of 

^^tiof tSe EdiSSon Service Centers are not branch offices. They are independent 
^^SShall^ conSoiled agencies that respond to. the needs and wishes of the local 
scho^SSSts, an original decision ma^e by, the State Boa^J P^ff^f^^^^^^^ 
nff^ed bv centers vary from region to region." Then, under the title of Services oi 
SJSSoS^S^^icrcISLs, John's newslett^ "Region 19 offers ^^^vices across 

fwide ?ange of topics th^t include educational media projection, lending and equip- 
ment teSLg, educational- planning, services related to education of the handicapped 
coSuSf Slices, ih^servicl training, guidance and counseUng, occupational education, 
aaHtaJf^S curriculum development related to school driver education, consultant 

professional library facilities, individualized instruction, and staff and 
SSSl.^'^Sa?^^ ??teaS^^^ Additionally, Region 19 ESC attempts to not 

^5 SirsSools identify needs but to assist them. in^formulating «f 
Ssv 4e annual plan for providing^ ^ei^ices. is ^^^^f JP°^^-«e^°?g_Pgf J^^^^ gj^ 
pressed by the local school representatives and upon state-wide priorities draxm from 
ih^ SalLtive kctments of Ihe^State Board of Education and statements of the Texas 
SLdsfioner o? Education." I am certain that ve. could find mn^^^^ Slifornia 
wt the United States-in Pennsylvania, in .Michigan, Oregon, New York> California, 
M^brJ^L;^vS my hoh« state of I^^^^^^^ ^de variety of services 

and also acting as the agents of planning and- change. - - y rf- 

If you are riot already acquainted with it , may ± suggest that you ..subscribe to 
the nS jS^rSal °»il^d Placing arid Changing . It is an/excellent jour»al for keeping 
SfoS^^hangS tha? are taking ^lace in local Jschool districts ai^ in Pl^jni^f/^^^^^^'^S- 
iL Oh 9 regional basis. I assure you that they did not ask me to solicit any sub- 
Sibtions but vou can order this from the Department of Educational Administration, 
mSSs ltS^uSv^rsU^^^^^ |t61, and I believe the annual subscription 

rate is $6.00. V ■: " - : - ^ . j / ; 

the fall of 1972 Volume Three, w.vmV.A^' Thr»PP of Planning and C!hanging U an 
exceSnt articL enStled F^ucational naririing as- a S^n.^^^^^ ^^^^^ ^^f-^^^^^ ^^ '^^^- 
bv RaltJh Tteeter, who is Director of Planning for Education Region IV m Texas. O^o 
artfclf rSorts^ a recent study a^out^the perceptions bf^local district super^^^^^ 
?Sts relative to planning services which may be. provided by the Intermediate Service 
Unitv i vpuld like to quote arfew of the recommendations for Intennediatc Service 
Unit involvement in* educational planning as pointed out ir. the article,, 

1. Conduct workshops using outside consttliant services vhen rjeeded to train^local^ 
: district personnel,in -the applicatipn of ^ew planning technologies to education, 

2 GiVe lUll support* to the computerized management- informatioti system as j means 
of making available a variety of infpnnation for ed^ictitipijal planning at all 



3.,: initiate appropriate »eans for the assessment of eaucational neeas ax .ne re . 

gional and state levels * 7 ' - J 

K Miaote toe coordination of planning efforts .l>etveen |he local and state levels.. - 

5. (Important In today's Wt siuee.es) ^^^f -^/^^^^^.^S'^eS^^^^^ 

iuS are applicable to educational pUnnlng. ^^^fJf^^H^Z^aUt^ unit. 
telntalnlnB the status^of a =f!J^^ °5i^°*!^Ju°?/?f p„vlde assistance to 

processing, special education, and pupil appraisal. 

I thin, t^ese reco^endations help 
to make; in my talk. - You may think that I have contused ^ f^^ ; 

planning and the I^J^^^^^^J^^jg^^^? if SposlSle to Te an^effective change agent 
ning and development because 1 think It is ^ ^^.^gs needs,-local needs, 

S^SSn^^pSii^S^a^^^ di^tricts hring^out 

the changes needed to meet the needs. . , - 

• ■ teter^edlate Onlts.mst he hased-on a P^jj-Pi^^^^rfhlg iS^nfTp^Sf-''^ 
efficiently, and =«e™t„I°*«^f J^Jt WrSoS 1^^^^^ =U 1-els, 
^^^^^^o^^^^, especially today, ve can't for^t 



evaluation* 



■ I ^ convinced -that the Inter^^^^^ ideal agency^not o^^P-i^^ . 

services in high cost, lov pupil incidence, ^r^as, du^ ^ ^^^^^ individual 

education. It is- locally ha sed so J;* f "^'^!;|itio^^^^ lo<«l school- 

students. hut it^is also enough avay from tne t^-^ti°^^^ ^^^^ ^j,^,^^,. p,^ the 
districts face to foresee the need of Change ana to xmy focuses anJ inhibiting 

most part, IntermecUate "-"--,^%no* org^ni^^^^^^^ ^^^^^ 

restrictions, ^*f™f i^*%?""'2^rts Nov if^ve as Intermediate U.ait district 

tradition does not impede innovative efforts. ^^/^.tL-gary for change; we 

administrators -can find the '"^^^"^^^^^^ " 
pan help hring ahout- change, ^ot change fprchang|ss^ ^^^^ happens 

progress, in our educational system. ..^^.^^-f ^^"JL impissihle to hring ahout certain 
vhen impossibility yields to necessity,^ It m^^^^ contention 

changes, ^^^^,^^^1^ rfSSiel^/ofalX tie agencies In education, 
that the Intermediate Unit can most eiiecxivexy, ux * o . 

act as ii change agents 

■ Smae I l^e dravn upcn Texas «perlence^^^^^^^ ^ f ^ 

^k^^^l^&^l^^^^ °- - ^rtal ^ So-ervllle. 



